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I.  SUMMARY  OF  THE  PROPOSAL 

On  April  3,  1978,  Mayor  George  R.  Moscone  proposed  the  reorgani- 
zation of  several  major  City  agencies.  His  proposal  includes  the 
creation  of  a Transportation  Commission,  as  he  had  called  for  earlier 
in  a January  9 address  to  the  Board  of  Supervisors,  and  a restructuring 
of  the  Public  Utilities  Commission. 

Under  the  Mayor’s  proposal  the  function  of  the  Public  Utilities 
Commission  would  be  to  operate  and  manage  the  City-owned  public 
utilities,  including  the: 

(a)  accumulation,  transmission  and  distribution  of  fresh 
water. 

(b)  generation,  transmission  and  distribution  of  electrical 
power. 

(c)  accumulation,  treatment  and  disposal  of  waste  water. 

The  functions  of  the  Transportation  Commission  would  be  to  provide 

for  an  integrated  in-City  transportation  system,  including: 

(a)  operation  and  management  of  the  Municipal  Railway 

(b)  regulation  of  private  components  of  the  transportation 
system  (jitneys,  taxis,  sightseeing  buses,  etc.j 

(c)  street  design  and  traffic  operations  and  regulation 
of  on-street  parking  and  loading,  and  development  of 
city-owned  or  operated  off-street  parking  facilities. 

The  revised  Public  Utilities  Commission  would  include  functions 
of  the  following  existing  agencies: 

Water  Department  (PUC) 

Hetch  Hetchy  Water  and  Power  Project  (PUC) 

Wastewater  Program: 

Bureau  of  Water  Pollution  Control  (DPW) 
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The  Commission  would  assume  rate-setting  responsibility  for  all  the 
utilities  under  its  jurisdiction. 

The  new  Transportation  Commission  would  include  functions  of 
the  following  existing  agencies: 

San  Francisco  Municipal  Railway  (PUC) 

Traffic  Planning  and  Operation  (DFW-Traffic  Engineering) 
Licensing  of  private  transit  operations  (Police  Department) 
Coordination  of  Intermodal  Operational  Planning 
Programs  (City  Planning) 

Parking  Authority  (the  Authority  would  remain  in  charge  of 
its  bond-funded  projects  and  develop  such  other  pro- 
jects under  its  state  powers  as  assigned  by  the 
Transportation  Commission) 

Mayor  Moscone  has  proposed  these  changes  in  the  area  of  public 
utilities  in  order  to: 

(1)  Strengthen  the  role  of  public  participation  in  and 
direction  to  public  policy  and  rate-setting  for  the 
CityTs  wastewater  system  by  bringing  these  functions 
under  the  control  of  an  existing  citizen  commission 
with  expertise  in  related  utilities. 

(2)  Manage  all  parts  of  the  City’s  water-power-waste  disposal 
system  as  one  functional  system,  allowing  for  greater 
management  flexibility  and  efficiency. 

(3)  Create  the  potential  for  long-range  financial  and  resource 
savings  from  reclamation  of  wastewater. 

In  the  area  of  transportation,  the  Mayor’s  proposal  would: 

(1)  Improve  the  coordination  of  the  various  elements  of  the 
City’s  transportation  system  by  providing  for  a structure 
to  rationally  manage  public  transit,  private  transit, 
street  traffic  and  parking  in  accordance  with  long 
standing  City  transportation  policies,  including  the 
Transit  First  Policy. 
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(2)  Provide  accountability  - by  centralizing  responsibility  in  a 
single  administrative  unit  - for  making  the  transportation 
system  responsive  to  current  public  needs  and  the  continuing 
goal  of  maintaining  the  livability  of  San  Francisco.  And 
provide  for  policy  direction  by  a citizen  commission  with 
responsibility  focused  solely  on  transportation. 

(3)  Improve  efficiency  in  staffing  by  reduction  of  unnecessary 
multi-departmental  staff  committees  and  projects. 

(4)  Maximize  the  use  of  all  available  transportation  funding 
according  to  clearly-defined,  publicly-determined  priorities. 

(5)  Improve  effectiveness  in  San  Francisco's  influence  on  trans- 
portation policy  decisions  of,  and  ability  to  secure  trans- 
portation funds  from,  regional,  state  and  federal  agencies. 

In  order  to  allow  for  this  reorganization,  a draft  Charter  amendment 
has  been  prepared  by  the  Mayor  for  consideration  by  the  Board  of 
Supervisors  and  by  the  public  at  the  November  1978  general  election. 
Implementation  of  the  reorganization  proposal  would  also  necessitate 
changes  in  City  ordinances  and  resolutions  of  the  Board  of  Supervisors. 
Following  approval  by  the  public  in  November,  initial  changes  could 
begin  on  January  1,  1979,  with  full  implementation  by  July  1,  1979. 
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II.  OVERVIEW  OF  THE  PROPOSAL 

A.  Public  Utilities  (Water  collection  and  distribution,  power 
generation  and  distribution,  wastewater  disposal) 

The  revised  Public  Utilities  Commission  would  allow  for  organiza- 
tion along  functional  lines,  thereby  doing  away  with  the  separate  hierarchies 
structures  currently  within  the  Public  Utilities  Commission.  Staff  could 
be  grouped  into  three  major  areas:  (1)  finance  and  administration; 

(2)  facilities  operations  and  maintenance;  and  (3)  technical  services 
(engineering  and  project  management) . The  consolidation  will  provide 
opportunities  for  savings  in  administrative  overhead  and  permit  some 
reductions  in  the  City  staff  over  time,  avoid  any  future  duplication  in 
physical  facilities  and  modernize  construction  management  capability. 

The  General  Office  of  the  Public  Utilities  Commission  as  it  exists 
today  would  be  replaced  by  a streamlined  top  management  structure. 

Personnel  not  directly  responsible  for  overall  management  would  be 
assigned  to  functional  activities  as  appropriate  and  reduced  over  time. 
Emphasis  will  be  on  efficient  management  with  clear-cut  lines  of 
authority  and  direct  accountability  to  the  public  through  a citizens’ 
commission. 

The  immediate  impact  of  the  reorganization  will  be  to  combine 
common  functions  and  reduce  overhead  costs.  Among  the  common  functions 
of  the  utilities  are:  customer  billing,  rate-setting,  project  accounting, 
project  financial  management,  needs  planning,  community  involvement,  affirma* 
tive  action,  contracts  administration,  purchasing,  personnel,  and  inter- 
governmental relations. 

The  reorganization  will  have  major  long-term  benefits  as  well. 
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For  example,  if  water  becomes  permanently  or  chronically  scarce,  it  may 
be  necessary  to  utilize  recycled  water  from  the  City’s  wastewater  system. 
With  advanced  treatment  reclaimed  water  may  also  become  less  expensive 
than  fresh  water.  The  close  coordination  of  these  systems  will  enhance 
the  potential  for  developing  a coherent,  integrated  system. 

In  one  sense  the  revised  Public  Utilities  Commission  would  resemble 
a private  utility  company  — one  business  maintaining  separate  divisions 
and  specialized  operations  as  necessary.  From  a managerial  standpoint 
this  has  several  important  advantages.  First,  all  activities  under  the 
Commission  would  he  self-sufficient  financially,  and  could  be  run  on  a 
business-like  basis.  Management  personnel  would  be  responsible  for 
keeping  engineering  costs  down,  consistent  with  service  objectives, 
and  would  have  incentives  to  increase  efficiency  in  order  to  maintain 
current  rates.  In  addition,  to  improve  financial  management  and  control, 
the  revised  Commission  could  develop  its  rate-setting  expertise  along 
the  model  of  the  State  Public  Utilities  Commission. 


B.  Transportation 

The  Transportation  Commission  will  have  the  ability  to  provide 
for  a balanced  transportation  system,  with  priority  given  to  public 
transit  as  the  primary  means  of  meeting  the  transportation  needs  of 
residents  and  visitors.  By  coordinating  all  aspects  of  the  transpor- 
tation system  in  one  agency,  the  Transportation  Commission  will  be 
more  effective  in  the  delivery  of  transportation  services  for  the 
public.  Gaps  in  transportation  planning  and  operations,  such  as  the 
responsibility  for  integration  of  jitneys  and  taxicabs  in  the  trans- 
portation system,  will  be  filled,  because  the  Transportation  Commission 
will  clearly  have  responsibility  for  coordinating  all  transportation 
operations . 

The  Transportation  Commission  is  not  presented  as  a panacea  for 
the  myriad  of  transportation  problems  experienced  by  a city  of  the 
size  and  density  of  San  Francisco.  It  is,  rather,  a complement  to  the 
current  and  ongoing  efforts  of  the  Moscone  Administration  and  city 
government  to  improve  the  coordination  of  traffic,  transit  and  parking 
operations  with  particular  focus  on  maintaining  and  improving  the 
Municipal  Railway.  It  will,  moreover,  provide  a better  framework  for 
solving  future  transportation  problems  than  the  City  has  had  heretofore. 
Need  for  Coordination 

Transportation  projects  and  improvements  will  be  presented,  publicly 
debated  and  resolved  more  quickly  after  reorganization,  because  months 
of  delay  are  often  caused  now  by  continuing  debates  among  city  depart- 
ments involved  in  transportation.  Transportation  operations  on  the 
state  and  federal  level  already  have  been  restructured  in  the  last 
11  years  (California  Department  of  Transportation,  U.  S.  Department 
of  Transportation)  to  improve  coordination  and  respond  to  contemporary 
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transportation  problems.  Similar  proposals  for  a San  Francisco 
Department  of  Transportation  have  been  advanced  since  1953.  The 
transportation  element  of  the  City’s  Master  Plan  and  the  1976 
Transportation  Strategy  and  Program  report  of  the  Department  of  City 
Planning  call  for  creation  of  a department  to  coordinate  city  trans- 
portation operations. 

In  the  absence  of  structural  change,  the  Board  of  Supervisors  has 
repeatedly  called  for  greater  transportation  coordination,  and  the 
involved  city  departments  themselves  have  evolved  various  voluntary 
inter-departmental  structures  to  deal  with  transportation  problems. 

Among  the  Board  of  Supervisors  resolutions  calling  for  inter- 
departmental transportation  studies  and  program  coordination  are  the 
Transit  First  resolution,  establishing  the  Transit  Preferential 
Street  Program  (Resolution  No.  189-73)  and  the  Embarcadero  Freeway/ 
Interstate  280  alternatives  (Resolution  No.  828-73)  . The  voluntary 
interdepartmental  structures  which  have  been  established  include  the 
Interdepartmental  Staff  Committee  on  Transportation  and  Traffic-  (ISCOTT) 
and  the  Transportation  Policy  Group  (composed  of  the  chief  administrators 
of  the  Department  of  Public  Works,  Public  Utilities  Commission,  Parking 
Authority,  Department  of  City  Planning  and  Police  Department) , as  well 
as  several  interdepartmental  staff  committees  formed  to  work  with  specific 
programs:  Transit  Preferential  Streets  Committee;  State  Route  230 

(Hunters  Point  roadway)  Committee;  FAU  (Federal  Aid  to  Urban  Systems) 
Committee,  etc.  In  the  absence  of  a Transportation  Commission,  Mayor 
Moscone  has  created  an  additional  interdepartmental  Mayor’s  Transporta- 
tion Cluster  to  advise  him  on  transportation  matters  and  to  reconcile 
problems  in  the  implementation  of  city  transportation  policy. 
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However,  resolutions  and  interdepartmental  committees  are  not  enough. 
Despite  some  notable  successes  at  interdepartmental  coordination  (e.g., 
the  implementation  of  transit  improvements  on  Mission,  Polk,  Geary 
and  O’Farrell  Streets,  or  the  commencement  of  Golden  Gate  Park  bus  shuttle 
service,  both  of  which  came  out  of  the  Mayor’s  Transportation  Cluster), 
there  remains  a need  for  a better  means  of  handling  the  City’s 
transportation  operations  problems.  The  reorganization  will  not  totally 
eliminate  the  need  for  interdepartmental  coordination  between  the 
Transportation  Commission  and  the  Department  of  Public  Works  and  between 
the  Transportation  Commission  and  the  Department  of  City  Planning,  but 
it  should  result  in  reducing  the  extent  of  time  and  energy  spent 
currently  in  meetings  among  departments,  rather  than  in  directly  solving 
operational  problems,  because  no  one  agency  now  is  ultimately  responsible. 

Accountability 

In  the  current  system  it  is  impossible  to  hold  the  Municipal  Railway 
solely  responsible  for  buses  ’’bunching’’  because  Muni  has  no  control  over 
the  street  congestion  which  creates  the  problem.  When  Supervisor 
Dianne  Feinstein  called  a public  hearing  three  years  ago  on  the  failure 
to  implement  the  Transit  First  policy,  City  departments  were  unable  to 
account  for  other  than  their  own  individual  problems;  all  acknowledged 
coordination  difficulties. 

The  Mayor’s  proposal  will  establish  responsibility  for  the  transporta- 
tion system  and  all  transportation  programs  in  the  Transportation  Commission 
its  top  management  can  be  held  accountable  for  successes  and  failures  of 
transportation  service  and  facilities. 
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Improving  Effectiveness  and  Reducing  Inefficiency 

Each  interdepartmental  committee  takes  the  time  and  energy  of  each 
of  the  assigned  staff  from  each  of  the  involved  departments;  many 
projects  could  be  planned  and  implemented  with  one-half  to  one-fourth 
the  person  hours. 

Worse,  staff  of  the  various  departments  currently  spend  too  much 
time  watching  to  assure  that  the  respective  interests  of  each  department 
are  being  met,  rather  than  spending  all  time  and  energy  focused  on 
solving  the  problems  at  hand.  Environmental  Impact  Reports  are  reviewed 
by  separate  staff  in  each  of  the  operating  departments  - each  of  whom 
reads  the  report  over  again,  looking  out  only  for  that  department’s 
concern  in  the  matter. 

The  Mayor’s  proposal  will  end  such  duplication  and  waste  in  use  of 
staff  for  efficiency  in  the  delivery  of  transportation  services  and  cost 
savings . 

Rational  Budget  Decisions  and  Priorities 

Under  current  circumstances  each  operating  department  has  access 
to  and.  control  over  certain  funding  sources  which  are  jealously  guarded. 
Some  funding  sources  may  allow  for  the  financing  of  certain  projects 
without  regard  for  local  priorities. 

Even  where  an  attempt  has  been  made  to  budget  a source  of  funds 
interdepartmentally,  such  as  in  the  FAU  (Federal  Aid  to  Urban  Systems) 
Program,  the  available  funds  are  treated  as  a kind  of  ’’spoils"  to  be 
divided  so  that  each  department  gets  its  share,  regardless  of  the 
current  priority  needs  of  San  Francisco  as  a whole. 

Under  the  Mayor’s  proposal,  one  citizen  commission  will  prepare  budgets 
and  review  expenditure  for  all  transportation  monies  coming  into  the  city 
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or  generated  within  the  city.  Allocations  may  at  last  be  made  according 
to  a common  set  of  priority  criteria  with  the  assurance  that  the 
highest  priority  needs  will  be  met  before  commitments  to  system  "extras” 
are  made. 

Regional,  State  and  Federal  Liaison 

The  voice  of  San  Francisco  transportation  operations  is  splintered 
at  the  Metropolitan  Transportation  Commission,  in  dealing  with  neighboring 
county  transportation  systems  such  as  Golden  Gate  Transit,  at  the 
California  Department  of  Transportation  and  before  the  State  Legislature. 

Each  department  makes  its  separate  input  into  policy  and  financial  decisions, 
weakening  San  Francisco’s  position  relative  to  other  jurisdictions. 

Again,  it  is  wasteful  of  staff  time,  as  duplicative  personnel  each 
attend  MTC  Peninsula  transit  study  meetings  or  San  Francisco  Bay  Area 
(Transbay)  Terminal  Authority  Technical  Advisory  Committee  meetings. 

And  it  weakens  San  Francisco’s  ability  to  influence  the  outcome  of  important 
studies  and  funding  decisions  on  such  matters  as  the  future  of  BART  and 
Southern  Pacific  and  the  SAMTRANS  bus  system  on  the  Peninsula. 

Under  the  Mayor’s  proposal,  there  will  be  one  voice  to  represent  San 
Francisco’s  transportation  system. 
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III.  BACKGROUND  TO  THE  PROPOSAL 

A.  The  Proposal  in  General 

This  proposal  is  the  result  of  study  during  the  first  two  years  of 
Mayor  Moscone Ts  Administration  as  to  the  best  means  for  San  Francisco  city 
government  to  be  prepared  tc  respond  to  some  of  the  challenges  facing  the 
City  in  the  last  quarter  of  the  twentieth  century,  including  water  pollution 
and  the  potential  of  reclamation,  air  pollution,  energy  depletion  and  the 
potential  of  conservation,  congestion  due  to  economic  growth  and  the 
physical  and  financial  constraints  of  the  transportation  system. 

The  proposed  reorganization  grows  most  directly  out  of  the  experience 
of  Mayor  Moscone  in  attempting  to  better  manage  city  government  and  improve 
the  efficiency  and  effectiveness  of  government  services  in  general  and  in 
facing  certain  specific  problems  in  particular  during  the  past  two  years, 
including:  1)  management  of  a vast  new  wastewater  program,  2)  management 

of  water  resources  in  times  of  drought,  3)  implementation  of  the  City’s 
Transit  First  policy,  4)  financial  support  for  public  transit,  5) integration 
of  taxicabs  and  jitneys  in  the  transportation  system. 

B.  The  Proposal  for  a Transportation  Commission 

In  January  1977  Mayor  Moscone  asked  an  ad  hoc  group  of  concerned 
citizens,  inside  and  outside  city  government,  who  the  Mayor  knew  to  be 
actively  involved  and  interested  in  transportation,  to  put  together  their 
thoughts  on  the  City’s  transportation  policy.  Among  their  priority  re- 
commendations was  that  a city  Department  of  Transportation  be  created  to 
improve  transportation  operations. 

During  the  spring  and  summer  of  1977,  representatives  of  the  Mayor’s 
Office  met  in  workshop  sessions  under  the  auspices  of  the  American  Arbitration 
Association’s  Center  for  Collaborative  Problem  Solving  to  discuss  improving 
the  Municipal  Railway.  Other  participants  in  the  sessions  included 
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representatives  of  Muni,  the  Board  of  Supervisors,  the  Supervisors’  Citizens 
Advisory  Panel  on  Transit  Improvement  (CAPTRANS) ; the  Transport  Workers 
Union;  Assemblyman  Willie  Brown’s  office;  the  San  Francisco  Department  of 
City  Planning,  and  the  San  Francisco  Planning  and  Urban  Research  Asso- 
ciation (SPUR).  Again  the  recommendation,  among  others,  was  to  reorganize 
the  structure  of  city  government  in  order  to  improve  Muni. 

For  the  past  year.  Mayor  Moscone  has  initiated  an  experiment  in  inter- 
departmental coordination  through  formation  of  a Transportation  Cluster 
(including  the  department  heads  of  Public  Works,  Public  Utilities  and  the 
Municipal  Railway,  Parking  Authority,  City  Planning,  and  a representative 
from  the  Police  Department)  which  meets  monthly  with  the  Mayor.  The 
experiment  has  had  several  positive  results,  including  hastening  the  implemen-  ] 
tation  of  the  Board  of  Supervisors’  approved  transit  priority  projects  on 
Mission  Street  and  Polk  Street,  and  Geary  and  O’Farrell  Streets;  the  soli- 
citation of  new  sources  of  federal  funds  for  innovative  improvements  to  transit 
preferential  streets;  and  the  institution  of  new  Golden  Gate  Park  shuttle 
bus  service,  among  others.  The  process  has  also  clearly  revealed  the 
limitations  of  this  interdepartmental  approach  and  the  desirability  of 
taking  the  additional  steps  toward  a single,  functional  Transportation 
Commission. 

C.  Alternative  Organizational  Structures 

Other  alternatives  for  improving  the  organization  of  the  City’s 
transportation  and  public  utilities  functions  without  the  creation  of  a 
new  commission  were  analyzed  prior  to  the  current  recommendation.  Every 
alternative  to  the  two-Commission  proposal  fell  short  of  the  overall 
objective  to  better  manage  the  two  city  government  functions,  trans- 
portation and  public  utilities,  and  make  them  more  efficient  and  effective. 

The  commissions  proposed  both  deal  logically  with  their  respective 
functional  subject  areas  and  do  so  at  a size  that  is  manageable  by  a part-time 
citizen  commission  and  manageable  by  a reasonably  good  departmental  administrat. 
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IV.  PUBLIC  UTILITIES  COMMISSION:  ISSUES 


Commission  Structure 

The  Public  Utilities  Commission  itself  as  established  by  current 
Charter  provisions  would  remain.  The  operations  under  its  jurisdic- 
tion, however,  would  be  changed.  Upon  transfer  of  the  Municipal 
Railway  to  the  Transportation  Commission,  the  Public  Utilities 
Commission  would  assume  responsibility  for  the  entire  city  water-power- 
waste  water  system. 

The  Wastewater  Utility 

With  the  movement  of  the  old  sewer  collection  system  to  a full 
wastewater  control  system  as  described  in  the  City’s  master  planning 
from  1973-75;  the  1976  Proposition  ”A”  vote  for  financing  our  local 
costs  via  a revenue  system, coupled  with  federal/state  mandates  for 
a self-supporting  system,  and  the  City’s  implementation  of  a use 
charge  system,  the  wastewater  program  joins  water  supply  and  power 
generation  as  a full-fledged  operating  utility.  Wastewater  is  also 
the  essential,  completing  part  of  basically  one  system  for  water 
capture,  use,  disposal,  and  recovery.  The  potential  future  opportuni- 
ties for  wastewater  reclamation  have  significant  potential  advantages 
for  both  water  and  energy  conservation.  By  combining  the  wastewater 
function  with  these  other  utilities  in  one  government  agency,  this 
proposal  enhances  that  potential.  Finally,  the  commonality  of  functions 
among  the  utilities  offers  the  potential  for  management  efficiencies  and 
long- range  s av ings . 
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Why  a Commission 

The  City’s  water  and  power  systems  were  separated  from  the 
Department  of  Public  Works  in  the  1932  Charter  and  placed  under  the 
Public  Utilities  Commission  because  these  utilities  are  of  such  a 
magnitude  and  public  fund  commitment  that  they  properly  should  be 
coordinated  and  overseen  by  a public  citizen  Commission. 

The  decisions  which  must  be  made  for  the  wastewater  utility  ought 
to  be  similarly  overseen  and  decided  by  such  a citizen  commission, 
including  particularly  the  rate-setting  function. 

In  a recent  editorial  regarding  a proposal  to  place  the  water 
department  and  Hetch  Hetchy  under  the  city’s  Chief  Administrative 
Officer,  the  San  Francisco  Chronicle . took  exception,  stating  ’’That 
would  be  taking  review  of  these  departments  from  the  public  forum 
of  a commission  hearing  and  placing  them  under  the  less  visible 
control  of  an  already- hardworking  city  officer.” 

Rate-Setting 

Rate-setting  for  all  utilities  under  the  Public  Utilities  Commission 
would  follow  the  current  Charter  prescription  for  utilities;  that  is, 
the  Public  Utilities  Commission  would  set  rates,  after  analysis  and 
public  hearings,  and  forward  rate  changes  to  the  Board  of  Supervisors, 
which  could  overrule  and  return  the  recommendations  to  the  PUC  with  a 


2/3  vote.  This  system  now  works  well  for  water  and  power  rates,  and 
appears  appropriate  for  sewer  rates  as  well. 
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Construction 

The  current  construction  program  to  completely  revamp  the  City's 
outdated  sewer  facilities  was  carefully  formulated  to  efficiently 
implement  the  needed  improvements  and  comply  with  state  and  federal 
law.  As  devised  by  Mayor  Moscone  and  approved  by  the  Board  of 
Supervisors,  this  construction  program  is  executed  by  the  Chief 
Administrative  Officer.  Inasmuch,  as  this  program  is  functioning 
well  and  will  be  completing  the  planned  improvements  as  scheduled 
over  the  next  10  years,  the  Mayor  proposes  that  the  construction  program 
continue  to  be  executed  by  the  Chief  Administrative  Officer.  As 
each  facility  is  constructed  under  the  current  plans,  it  would  be 
turned  over  to  the  PUC  for  operation. 

Responsibility  for  Electrical  Overhead  Lines 

See  Transportation  Commission  Issues  (Financing  MUNI) 

Street  Lighting 

Following  Charter  Language  giving  the  Public  Utilities  Commission 
power  to  enter  into  contract  for  the  furnishing  of  "heat,  light  and 
power"  for  municipal  purposes,  the  PUC  established  a Bureau  of  Heat, 
Light  and  Power,  among  the  functions  of  which  was  contracting  for 
maintenance  of  street  lighting.  However,  when  the  portion  of  State  gas 
tax  monies  returned  to  the  City  and  County  became  available  for  street 
lighting,  the  Department  of  Public  Works  gradually  expanded  its 
responsibilities  in  street  lighting,  and  when  the  public  approved 
bonds  for  improved  street  lighting,  the  Department  of  Public  Works 
became  the  responsible  implementing  agency.  Responsibility  for  street 
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lighting  currently  is  needlessly  split  between  the  two  agencies, 
resulting  in  inefficiencies  in  administration,  storage  and  maintenance. 

Clearly,  while  street  lighting  traditionally  might  have  been  thought 
an  extension  of  the  utility  supplying  the  power,  it  just  as  easily  can 
be  considered  a street  facility  or  street  furnishing  to  be  installed  and 
maintained  like  other  street-related  properties  by  the  Department  of 
Public  Works.  Since  DPW  already  assumes  the  major  share  of  responsibility 
in  this  area,  it  make  sense  to  reunite  this  program  under  the  auspices 
of  DPW. 

Where  the  power  for  street  lighting  is  supplied  by  the  City,  the  PUC 
will  continue  to  supply  that  power  to  DPW,  just  as  it  supplies  power  to 
other  city  agencies. 
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V.  TRANSPORTATION  COMMISSION:  ISSUES 

Commission  Structure 

The  proposed  Charter  Amendment  would  establish  a 5-member,  mayorally- 
appointed  Transportation  Commission.  Flexibility  would  be  given  to  the 
Commission  to  organize  staff  and  appoint  management  personnel  as  it  sees 
fit  to  meet  current  and  changing  needs,  consistent  with  Civil  Service 
provisions . 

Financing  Muni 

Government  reorganization  will  not  obviate  the  pressing  problem  of 
providing  funds  for  public  transit.  However,  a Transportation  Commission 
structure  can  provide  for  clear  prioritization  in  the  use  of  all  transport- 
ation funds  which  are  available,  and  it  can  provide  the  opportunity  for 
capturing  additional  sources  of  funds  for  public  transit. 

In  arranging  for  the  move  of  the  Municipal  Railway  from  the  Public 
Utilities  Commission  to  a Transportation  Commission,  it  is  important  to 
assure  that  no  current  sources  of  funding  for  Muni  are  lost.  One  of  these 
is  the  subsidy  provided  by  having  the  Hetch-Hetchy  project  be  responsible 
for  construction  and  maintenance  of  the  electrical  overhead  system  which 
provides  the  power  for  Muni’s  electric  vehicles.  This  has  been  possible 
through  an  internal  arrangement  within  the  PUC  since  1969.  The  proposed 
Charter  Amendment  provides  that  Public  Utilities  Commission  through  the 
Hetch-Hetchy  project  will  continue  to  be  financially  and  operationally 
responsible  for  the  electrical  overhead  system,  so  that  there  will  be  no 
increase  in  the  cost  to  Muni  for  this  service. 
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The  Charter  Amendment  further  provides  that  any  surpluses  from  other 
operations  of  the  Transportation  Commission  can  be  available  for  transfer 
to  the  Municipal  Railway. 

General  operating  expenses  of  the  Transportation  Commission  can  be  paid 
from  available  sources  of  revenue,  such  as  road  funds  which  already  pay  for 
administrative  costs  of  street  traffic  planning  and  operations,  so  as  not  to 
cause  any  drain  on  the  available  funds  for  operation  of  Muni. 

Strengthening  Transit  Management 

In  addition  to  operating  under  a Commission  devoted  full-time  to  trans- 
portation, other  advantages  and  potential  improvements  in  Muni  management  as 
a result  of  the  proposed  reorganization  include  greater  flexibility  in  inter- 
nal management  by  providing  for  non-Civil  Service  status  for  second-level 
management  positions  and  greater  flexibility  in  providing  for  different  levels 
of  Muni  service  to  meet  changing  demand. 

Most  importantly,  as  a result  of  the  proposed  reorganization.  Muni  would 
assume  in  the  structure  of  government  what  has  long  been  recognized  in  San 
Francisco  policy  --  that  public  transit  is  a public  service,  like  fire  and 
police  protection,  and  not  a "deficit  utility."  Freed  from  the  restrictions 
which  the  Charter  currently  imposes  on  Muni  as  an  unprofitable  utility.  Muni 
will  be  able  to  make  needed  capital  improvements  without  resort  to  the  Charter- 
avoiding machinations  of  a non-publicly  accountable,  non-profit  corporation. 

The  availability  of  direct  federal  and  state  support  now  makes  the  elimination 
of  such  a go-between  additionally  desirable. 

(However,  as  a regular  city  department,  the  Muni  budget  will  be  subject 
to  the  regular  review  and  approval  requirements.) 
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Under  the  Mayor’s  reorganization  proposal.  Muni  will  also  be  free  to 
undertake  responsibility  for  its  own  purchasing  requirements  for  transit 
vehicles  and  replacement  parts. 

Rates,  Charges  and  Fares 

Same  procedure  as  for  PUC 

The  Role  of  City  Planning 

The  Charter  clearly  distinguishes  the  need  for  "comprehensive  long  range” 
planning  and  assigns  this  responsibility  to  the  Department  of  City  Planning. 
However,  there  remains  a need  for  short-range  "operational"  planning  within 
the  proposed  Transportation  Commission. 

The  Charter  empasizes  the  importance  of  close  and  comprehensive  coordi- 
nation of  trasportation  and  land  use  planning  by  the  Department  of  City  Plann- 
ing in  the  long-range  Master  Plan.  The  State  Government  Code  mandates  this 
close  coordination.  If  anything,  there  is  today  an  even  greater  need  for 
coordination  of  transportation  and  land  use  in  order  to  make  efficient  use 
of  our  energy  and  financial  resources,  and  the  Department  of  City  Planning  is 
the  proper  agency  to  carry  out  this  responsibility. 

On  the  other  hand,  the  Department  of  City  Planning  must  work  with 
operating  departments  who  have  an  internal,  short-range,  operational  plan- 
ning capability  in  order  to  implement  the  Master  Plan.  In  transportation  some 
of  that  planning  is  already  being  done  by  the  Muni  planning  section  within 
Muni  and  the  traffic  planning  section  within  the  Traffic  Engineering  division 
of  the  Department  of  Public  Works;  the  latter  department  also  does  parking 
site  planning  by  work  order  for  the  Parking  Authority.  These  two  operation 
plianning  sections  would  form  the  base  for  the  necessary  planning  and  program- 
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ming  within  the  new  Transportation  Commission  Additionally,  there  are 
some  intermodal  planning  programs  currently  being  coordinated  by  the  De- 
partment of  City  Planning  in  the  absence  of  a Transportation  Conmission, 
including  some  specific  projects  assigned  by  the  Board  of  Supervisors  to 
City  Planning,  which  would  be  reassigned  to  the  Transportation  Commission 
under  the  Mayor’s  reorganization  proposal. 

The  Role  of  Traffic  Engineering 

The  use  of  the  title  ’’Traffic  Engineering"  for  a division  of  the  De- 
partment of  Public  Works’  Bureau  of  Engineering  with  broad  and  multi-faceted 
responsibilities,  is  unnecessarily  confusing.  The  Traffic  Endgineering 
division  is  currently  organized  into  separate  traffic  planning,  traffic  de- 
sign, traffic  operations,  traffic  signing,  traffic  painting,  and  admini- 
strative sections.  Several  positions  in  other  divisions  of  the  Department 
of  Public  Works  are  funded  through  Traffic  Engineering  using  the  state  gas 
tax  monies  available  to  the  city  and  county,  and,  thus,  the  name  "traffic 
engineering"  has  been  a useful  one  for  DFW. 

However,  in  the  reorganization  proposal,  it  is  necessary  to  use  the 
breakdown  of  functions  within  the  Department  of  Public  Works  in  order  to 
separate  the  responsibility  for  painting,  signing  and  general  maintenance 
of  streets  - which  would  remain  with  DPW  - from  the  functions  of  planning 
and  coordinating  street  surface  operations  which  would  be  the  responsibi- 
lity of  the  Transportation  Commission. 

The  term  "traffic  engineering"  is  not  assigned  currently  to  the  Depart- 
ment of  Public  Works  by  the  Charter,  and  it  would  be  desirable  to  dis- 
continue the  use  of  that  title  for  those  street  functions  which  remain  in 
DPW  after  formation  of  the  Transportation  Commission. 
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Parking 

The  Transportation  Commission  would  have  the  responsibility  for  over- 
seeing all  on-street  parking  and  loading  and  city-owned  or  operated  off- 
street  parking  facilities.  The  Parking  Authority  would  continue  to  exer- 
cise its  State-granted  powers  to  issue  bonds  and  develop  facilities  wher- 
ever the  Transportation  Commission  would  need  to  call  on  the  Authority  to 
develop  parking;  the  Authority  would  remain  in  charges  of  managing  the 
construction  and  operations  of  its  bond-funded  facilities.  The  Off-Street 
Parking  Fund  would  continue  to  be  available,  with  highest  priority  for  use 
of  that  fund  being  development  of  neighborhood  shopping  district  parking 
facilities . 

Port,  Airport 

The  Transportation  Commission  will  be  responsible  for  "ground"  trans- 
portation because  the  reorganization  proposal  is  directed  toward  solving 
the  very  real  coordination  problems  within  the  City’s  ground  transportation 
system. 

The  Port  and  the  Airport  work  very  well  structurally  apart  from  ground 
transportation  issues.  Where  ground  transportation  issues  do  come  into  play, 
which  is  seldom  and  specific  (e.g.,  ground  transportation  access  to  the  Air- 
port) , there  will  continue  to  be  a need  for  interdepartmental  coordination, 
but  instead  of  the  Port  and  Airport  working  with  separate  City  transit  and 
traffic  departments,  they  will  need  and  be  able  to  coordinate  with  the  one 
Transportation  Commission. 

(Even  on  the  federal  level,  the  Maritime  Administration  is  not  included 
in  the  U.S.  Department  of  Transportation,  but  in  the  Department  of  Commerce.) 
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PUBLIC  UTILITIES  COMMISSION 


A.  SUMMARY  OF  THE  PROPOSAL 

B.  BACKGROUND  ON  AGENCIES 

C.  BUDGET  AND  FINANCIAL  DATA 


PROPOSED  RESTRUCTURING  OF  THE 
PUBLIC  UTILITIES  COMMISSION 
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SUMMARY  OF 
THE  PROPOSAL 


Proposal:  Consolidate  the  following  City  agencies  along  functional 

lines  in  the  Public  Utilities  Commission:  (1)  Water 
Department;  (2)  Hetch  Hetchy  Water  & Power;  and  (3)  Waste- 
water  Program  including  the  Bureau  of  Water  Pollution 
Control . 


Public  Utilities 
Commission 


General  Manager  of  Utilities 


Staff : 

Pate 

— Staff: 

Needs  & 

Setting 

Planning 

1 

Finance  and 
Administration 

Facilities 

Maintenance 

Operations  & 

Technical  'services 
(Engineering  & Project 

Management) 


The  proposal  would  permit  savings  in  administrative  overhead  and 
could  reduce  staffing  requirements  for  some  operational  functions 
among  the  three  utilities.  Detailed  studies  of  the  present  activities 
of  the  departments  involved  would  have  to  be  undertaken  so  that  as 
soon  as  the  revised  commissions  are  established,  specific  assignments 
would  be  clearly  delineated.  In  addition,  the  physical  arrangement 
of  personnel  should  be  analyzed  to  permit  a smooth  transition  to  a 
functional  organization. 

Finance  and  Administration 

Each  of  the  component  agencies  have  administrative  staffs 
that  support  the  work  of  their  line  employees.  Listed  below  by 
present  departmental  affiliation,  are  the  personnel  that  could  be 
consolidated  into  a central  Finance  and  Administration  section: 
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Approved  1977-78 

Authorized 

Budget 

Employments 

Water  Department 

5,649,500 

136 

Hotcb  Heteby 

1,010,500 

37 

Wastewater  Program 
- Water  Pollution  Control 

365,000 

12 

7,025,000 

185 

While  it  is  not  possible  to  determine  how  much  of  this  overhead  can  be 
reduced  through  consolidation,  it  seems  clear  that  costs  can  be  reduced 
through  combined  billing,  accounting,  data  processing  services,  personnel, 
and  community  involvement  services  along  with  a leaner  top  management 
structure,  a process  already  begun  by  current  Public  Utilities  Commission 
management . 

Facilities  Operations  & Maintenance 

The  heart  of  the  new  Public  Utilities  Commission  will  be  operational 
units  organized  around  water,  power,  and  wastewater  services.  The  facil- 
ities operations  and  maintenance  section  might  look  something  like  the 
following: 


Operations  & 
Maintenance 


[water  Services | j Power  Services [ j Wastewater  Services)  [General  Services 


-City  Distrib. 

-Project  Oper. 

-Pump/Treatment 

-Central  Shop 

-Suburban  Dis. 

-Transit  Power 

-Sewer  Repair 

-Warehouse 

A general  services  group  would  provide  vehicle  and  equipment  repair 
through  a central  shop  facility  and  would  operate  a small  warehouse 
facility  for  supplies  required  by  all  departments. 
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Budget  and  personnel  for  this  section  would  be  as  follows  (listed 
by  present  department) : 


Approved  1977-78  Authorized 

Budget Employment 


Water  Department  12,170,000  345 

Hetch  Hetchy  Water  & Power  6,376,000  164 

Wastewater  Management 

- Water  Pollution  Control  9,258,500  226 

27,804,500  735 


Savings  in  utility  operations  is  most  likely  to  come  through  such 
joint  operation  as  the  general  services  section  or  others  such  as 
joint  laboratory  administration,  joint  emergency  repair  crews,  etc. 

Engineering 

A central  utility  engineering  section  might  be  the  last  major  component 
in  the  Public  Utilities  Commission.  Engineers  would  include  those  at  the 
Water  Department  and  Hetch  Hetchy  Water  & Power,  as  well  as  Sanitary 
Engineers  as  needed  upon  completion  of  the  currently  planned  facilities. 


as  follows: 

Water  Dept. 

Hetch  Hetchy 

TOTAL 

Mechanical 

4 

6 

10 

Civil 

56 

35 

91 

Sanitary 

- 

Electrical 

-- 

21 

21 

Support 

12 

13 

25 

Management 

11 

J5 

17 

TOTAL 

83 

81 

164 

Source:  1977-78  organization  charts  for  each  department  or  bureau. 
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The  staff  would  have  both  functional  and  project  responsibilities, 
as  is  customary  for  an  engineering  group.  The  organization  would  be 
as  follows: 


In  addition  to  engineering  staff,  project  managers  would  draw  upon  the 
finance  and  administration  group  for  support  services.  The  objective 
of  this  approach  will  be  to  maintain  project  management  capability 
within  the  Public  Utilities  Commission  but  to  depend  on  outside  firms 
to  perform  most  construction  and  engineering  work,  particularly  for 
major  projects. 

Summary 

In  summary,  the  new  Public  Utilities  Commission  would  include  a 
current  total  staff  of  1,084  and  a current  operating  budget  of  $34 
million  from  the  Water  Department,  Hetch  Hetctyand  the  Bureau  of  Water 
Pollution  Control  from  the  Department  of  Public  Works.  The  consolidation 
will  bring  together  three  economically  self-sufficient  utility  enterprises 
and  will  permit  better  coordination  of  services,  stronger  management,  and 
lower  operating  cost. 
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ORGANIZATION  CHART 


POSSIBLE 
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B.  BACKGROUND  ON  COMPONENT  AGENCIES 
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PUBLIC  UTILITIES  COMMISSION 


HETCH  HETCHY  WATER  & POWER 


Finance  & Administration 

- Administration 

- Bureau  Light  Heat  & Power 

Operations 

- Operations  & Maintenance 

- Transit  Power  Division 

Engineering 

- Capital  Improvements 
Other  Costs 

- Purchased  Power 


Approved 

1977-78 

Budget 


772,500  (26) 
238,000  (11) 
1,010,500  (37) 


4.726.000  (114) 

1.650.000  ( 50) 

6.376.000  (164) 


8,909,000  ( 81) 


29,024,000 


Administration.  The  basic  administrative  staff  of  Hetch  Hetchy 
consists  of  eight  accounting  and  sixteen  clerical  personnel,  supervised 
by  two  management-level  employees.  The  accounting  functions  for  Hetch 
Hetchy  are  fully  integrated  with  those  of  the  Water  Department  and  are 
located  at  the  Water  Department  headquarters. 

Bureau  of  Light,  Heat,  and  Power.  The  Bureau  has  two  basic 
functions:  (1)  it  purchases  power  from  Hetch  Hetchy  and  sells  it 

to  all  the  City  departments  (essentially  an  accounting  function) ; and 
(2)  it  maintains  the  City’s  37,446  street  lights  under  contract  to 
PG&E  (which  owns  54%  of  the  lights)  and  independent  electrical  contrac- 
tors. Public  Wks.  also  determines  where  new  street  lights  should  be 
constructed  and  contracts  for  their  installation  with  private  firms. 
Because  of  the  many  interrelationships  between  the  street  lighting 
functions  of  the  Bureau  and  the  street  lighting,  engineering  and  main- 
tenance responsibilities  of  the  Department  of  Public  Works,  the  Charter 
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amendment  provides  language  that  would  permit  this  part  of  the  Bureau 
to  be  transferred  to  the  Department  of  Public  Works. 

Operations  & Maintenance.  A total  of  114  employees  are  responsible 
for  maintaining  and  operating  the  Hetch  Hetchy  ProjectTs  four  main 
reservoirs  in  the  Tuolumne  River  watershed,  the  aqueduct  and  power 
transmission  lines  from  the  Sierras  to  the  Bay  Area,  and  the  power- 
houses at  Moccasin,  Holm  and  Kirkwood.  Because  most  of  these  operations 
are  located  well  beyond  the  San  Francisco  city  limits,  this  section 
maintains  a small  administrative  group,  repair  shop  for  vehicles,  and 
other  support  functions  as  well  as  the  field  personnel  that  maintain 
and  operate  the  system.  No  changes  are  anticipated  in 
this  part  of  the  organization  as  a result  of  this  proposal. 

Transit  Power  Division.  This  group  was  transferred  intact  from 
the  Municipal  Railway  in  1969  and  has  remained  an  independent  section 
within  Hetch  Hetchy  ever  since.  The  effect  of  the  transfer  was  to 
provide  the  Muni  with  a subsidy  (presently  about  $1.7  million)  since 
the  expenses  of  this  Division  are  paid  for  out  of  Hetch  Hetchy  reve- 
nues. The  Mayor  proposes  to  retain  this  subsidy  relationship  in  the 
future  as  part  of  the  revised  Public  Utilities  Commission. 

Engineering.  The  staff  of  81  engineers  and  support  personnel 
is  divided  into  six  main  sections:  Civil  and  Construction,  Electri- 

cal, Mechanical,  Architectural,  Engineering  Administration,  and 
Special  Projects  (Power  Improvement  Program) . Under  the  revised 
Commission,  this  staff  would  begin  to  be  integrated  with  the  engineer- 
ing divisions  of  the  Water  Department  and  Sanitary  Engineering. 
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PUBLIC  UTILITIES  COMMISSION 


WATER  DEPARTMENT 


Approved 

1977-78 

Budget 


Finance  & Administration 

- Commercial  Division 

- Administration 


Operations 

- City  Distribution  Div. 

- Suburban  Division 

- Water  Quality  Division 

- Land  Division 


Engineering 

- Capital  Improvements 
Other  Costs 

- Bond  Interest  & Redemp. 

- Unallocated  Cost 


2,597,000  (107) 

3.052.500  ( 29) 

5.649.500  (136) 


5.219.000  (182) 

4.837.000  (116) 

1.961.000  ( 43) 

153,000  ( 4) 

12,170,000  (345) 


3,094,000  ( 83) 


5,510,500 

615,000 


6,125,500 


Commercial  Division.  This  division  consists  of  15  meter  readers, 

28  field  customer  service  employees,  57  clerical  employees,  and  7 build- 
ing maintenance  personnel.  The  division  is  responsible  for  reading 
customer  meters  and  billing  & collecting  for  water  service,  sewer  ser- 
vice, industrial  waste  surcharges,  and  the  City’s  utility  tax.  Under 
the  reorganized  Public  Utilities  Commission,  the  field  service  employees 
would  continue  to  process  consumer  water  complaints,  and  the  remainder 
of  this  division  would  become  the  heart  of  a centralized  customer  bill- 
ing staff  serving  all  utilities. 

Administration.  The  sixteen  positions  in  the  Executive  Division 
plus  the  Department’s  five  accountants  and  eight  clerks  comprise  the 
basic  administrative  unit  in  the  Water  Department.  The  staff  includes 
a small  needs  and  planning  group,  two  operations  analysts,  the  claims 
section,  and  a personnel  clerk  in  addition  to  the  normal  accounting 
and  clerical  activities. 
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City  Distribution  Division.  This  Division  consists  of  the  Water  Dept.’s 

central  auto  and  machine  shop  facilities  (49  employees)  and  over  one 
hundred  crafts  workers  employed  in  the  maintenance  of  all  facilities, 
pipelines,  and  mains  required  for  the  delivery  of  water  in  San 
Francisco.  Under  the  reorganization  plan,  the  shops  co  uld  become 
part  of  a Division  of  General  Services  serving  all  the  utilities. 

Suburban  Division.  The  Peninsula  and  Alameda  Divisions  of  this 
section  of  the  Water  Department  operate  and  maintain  the  transmission 
pipelines,  pump  stations  and  reservoirs  located  outside  San  Francisco 
that  are  used  in  the  delivery  of  water  to  suburban  customers  and  to 
City  residents.  The  Division  maintains  watershed  land  and  pipeline 
rights-of-way  totalling  62,000  acres.  No  changes  in  this  Division 
are  anticipated  as  a result  of  the  reorganization. 

Water  Quality  Division.  The  43  employees  in  this  Division  sample  and 
test  the  drinking  water  to  monitor  water  quality  and  verify  compliance 
with  State  and  Federal  standards.  Under  the  reorganization  proposal 
there  will  be  substantial  long-range  savings  in  expensive  testing 
equipment  as  equipment  can  be  shared  with  wastewater  water  quality 
laboratories . 

Land  Division-,  This  four-man  Division  negotiates  and  manages 
property  and  agricultural  leases;  reviews  all  use  permits;  and  ad- 
vises Water  Department  management  on  land  matters  such  as  sale,  pur- 
chase, property  taxes,  encroachments,  appraisals,  and  litigation. 

Engineering.  The  staff  of  4 mechanical  and  56  civil  engineers  & assistants 
could  be  integrated  into  a central  engineering  staff  in  the  Public 
Utilities  Commission,  along  with  the  23  support  and  management 
personnel  now  employed  in  the  Division. 
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PUBLIC  UTILITIES  COMMISSION 


BUREAU  OF  WATER  POLLUTION  CONTROL 


Present  Organization 

Approved 

1977-78 

Budget 

Pumping  and  Treatment  Division 

-Administration 

227. 

,000 

( 

7) 

-Pumping  Stations  O&M 

687. 

,000 

( 

18) 

-Treatment  Plants  O&M 

5, 

,423. 

,000 

( 

88) 

-Monitoring  and  Control 

417. 

,000 

C 

14) 

Sewer  Repair  Division 

-Administration 

138. 

,000 

( 

5) 

-Repairs 

1, 

,456. 

,000 

( 

52) 

-Cleaning 

1 

,137. 

,500 

( 

37) 

-Sewer  Service 

504, 

,500 

L 

111 

TOTAL  BUDGET  9,989,500  (238) 


Proposed  Reorganization 


The  Bureau  of  Water  Pollution  Control  maintains  900  miles  of  sewers 
and  operates  16  pumping  stations,  one  storm  water  overflow  treatment  plant 
and  three  treatment  plants.  Once  completed,  the  Bureau  will  also  be 
responsible  for  operating  the  City’s  new  wastewater  treatment  facilities. 

It  is  logical  to  bring  the  operation  of  the  City’s  wastewater  system 
into  a new  Public  Utilities  Commission. 
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C.  BUDGET  AND  FINANCIAL  DATA 
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PUBLIC  UTILITIES  COMMISSION 


WATER  DEPARTMENT 


Finance  & Administration 


- Commercial  Division 

- Administration 


Operations 


- City  Distribution  Div. 

- Suburban  Division 

- Water  Quality  Division 

- Land  Division 


Engineering 

- Capital  Improvements 
Other  Costs 

- Bond  Interest  & Redemp. 

- Unallocated  Costs 


Approved 

1977-78 

Budget 


2 ,597 ,000  (107) 

3.052.500  ( 29) 

5.649.500  (136) 


5.219.000  (182) 

4.837.000  (116) 

1.961.000  ( 43) 

153,000  ( 4) 

12,170,000  (345) 


3,094,000  ( 83) 


5.510.500 
615,000 

6.125.500 


HETCH  HETCHY  WATER  & POWER 


Finance  & Administration 


- Administration  772,500  (26) 

- Bureau  Light  Heat  & Power  238,000  (11) 

1,010,500  (17) 


Operations 


- Operations  & Maintenance  4,726,000  (114) 

- Transit  Power  Division  1,650,000  ( 50) 

6,376,000  (164) 


Engineering 

- Capital  Improvements  8,909,000  ( 81) 

Other  Costs 


Purchased  Power 


29,024,000 
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BUREAU  OF  WATER  POLLUTION 

CONTROL 

Finance  & Administration 

Approved  1977-78  Budget 

- Pumping  & Treatment 

- Sewer  Repair 

227.000  (7) 

138.000  (5) 

Operations 

365,000  (12) 

- Pumping  & Treatment 

- Sewer  Repair 

6,527,000  (120) 
2,731,500  (106) 

9,258,500  (226) 
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TRANSPORTATION  COMMISSION 

A.  SUMMARY  OF  THE  PROPOSAL 

B.  BACKGROUND  ON  COMPONENT  AGENCIES 


PROPOSED  ESTABLISHMENT  OF  A 
TRANSPORTATION  COMMISSION 
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SUMMARY  OF  THE 
PROPOSAL 


Proposal : Consolidate  the  following  City  functions  and  activities  in  a 

Transportation  Commission:  (1)  Municipal  Railway;  (2)  planning 

and  operations  activities  of  the  Traffic  Engineering  Division, 
Bureau  of  Engineering,  Department  of  Public  Works;  (3)  on-street 
parking  and  loading  and  City-owned  off— street  parking  facilities; 
(4)  operational  transportation  programs  in  the  Department  of 
City  Planning;  and  (5)  licensing  and  regulation  functions  of 
the  Police  Department  for  private  transit  services. 


Transportation 

Commission 


Director  of  Transportation 


Operations  Coordination  Liaison  with  State  and 

and  Planning  Group  Federal  Agencies 

— — r* » 

Finance  and  Municipal  Railway  Street  and  Parking 

Administration  Operations  and  Maintenance  Operations 

The  proposal  would  ensure  better  coordination  between  the  various 
transit  and  private  transportation  activities  competing  for  the  use  of  San 
Francisco’s  streets.  Accountability  could  be  fixed  directly  on  the  Transpor- 
tation Commission  for  resolving  problems  of  transportation  system  coordination. 


Priorities  can  be  set  and  implemented  in  the  preparation  of  transportation 


budgets.  Management  of  the  Municipal  Railway  can  be  strengthened  and  a citizen 

commission  can  devote  its  full  attention  to  resolving  the  problems  of  the 
in  relation  to  the  entire  transportation  system. 

MUN]/.  Finally,  the  City  can  be  more  effective  on  the  regional,  state  and 


federal  levels  of  government  since  it  will  speak  with  one  voice  on  matters  of 


policy  and  financing. 


Finance  and  Administration 

A small  staff,  including  a financial  officer  (grants  and  contracts 
specialist)  and  appropriate  clerical  help  would  provide  the  basic  support 
services  for  the  Transportation  Commission. 
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Municipal  Railway 

The  operations  and  maintenance  activities  of  the  Municipal  Railway 
would  be  the  centerpiece  of  the  new  Department  of  Transportation.  No 
major  changes  are  anticipated  in  the  organization  of  the  MUNI  as  a result 
of  this  proposal  directly,  although  internal  changes  may  be  made  as  needed 
by  the  Commission. 

Street  and  Parking  Operations 

This  section  would  assume  the  responsibilities  for  street  traffic 
operations  and  on-street  parking  and  loading  currently  vested  in  the 
Department  of  Public  Works;  on-street  parking  regulation  and  coordination 
with  the  Parking  Authority  on  new  city-owned  off-street  parking  facility 
development  and  regulation,  and  para-transit  (jitneys,  taxis,  sightseeing 
buses,  etc.)  licensing  and  regulation,  currently  vested  in  the  Police 
Department.  Staff  would  consist  of  current  staff  from  the  Department  of 
Public  Works  and  trained  clerical  Police  licensing  staff.  (This  would  free 
the  current  police  taxi  detail  to  improve  para- transit  enforcement 
activities  and  other  Police  enforcement  responsibilities.) 

Operations  Coordination  and  Planning  Group 

Most  of  the  Traffic  Planning  section  of  the  Traffic  Engineering 
Division  in  the  Department  of  Public  Works  would  be  combined  with  most 
of  the  Planning  section  of  the  Municipal  Railway  and  grant-funded  planning 
personnel  who  are  working  at  the  Department  of  City  Planning  under  the 
auspices  of  the  Transportation  Policy  Group  to  develop  and  coordinate 
all  operational  planning  for  the  Commission. 


MO 

Liaison  with  State  and  Federal  Agenc Les 

A manager  would  be  responsible  for  maintaining  liaison  and  advancing 
San  Francisco’s  transportation  operations  interest  with  those  other  county, 
regional,  state  and  federal  agencies  which  regulate  and  fund  transportation 
activities. 
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Summary 

The  Transportation  Commission  would  thus  perform  the  follow- 
ing functions  and  activities: 


1977-78  Approved 

Number  of 

Budget 

Employees 

Municipal  Railway 

$84,937,000 

2,889 

*Computer  Center 

1,101,500 

51 

Permit  Bureau  (Police) 

40 ,000** 

2* 

Traffic  Engineering 

165,000 

9 

City  Planning  Dept. 

82,000*** 

4 

$86,325,500 

2,955 

*Currently  under  PUC 

**Manager  (policeman)  would 

not  be  transferred 

***federally  funded  (not  in  the  budget) 

In  addition,  some  positions  from  the  present  PUC  General  Office  might 
be  transferred  to  the  new  Transportation  Commission,  but  the  composition 
of  the  staff  groups  under  the  Director  of  Transportation  cannot  be  de- 
termined at  this  time. 
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B.  BACKGROUND  ON  COMPONENT  AGENCIES 
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TRANSPORTATION  COMMISSION 


MUNICIPAL  RAILWAY 

Projected  1977-1978  Program  Costs 


State  and  Local 

Federally  Funded 

Total 

Program  Area 

Funding  Sources 

(CETA,  Title  II ) 

Budget 

Revenue  Service 

50,623,000 

17,000 

50,640,000 

Inspection  Control 

2,127,000 

2,127,000 

Safety  Training 

387,000 

15,500 

402,500 

Schedules 

587,000 

587,000 

4,954,000 

Claims 

4,945,000 

9,000 

Revenue  Collection 

1,215,000 

1,215,001 

Security 

252,000 

1,000,000 

1,252,000 

Cleaning 

1,760,000 

338,000 

2,098,000 

Servicing 

1,237,000 

64,000 

1,301,000 

Preventative  Maintenance 

2,238,000 

300,000 

2,538,000 

Light  Repair 

2,647,000 

32,000 

2,679,000 

Heavy  Repair 

5,911,000 

1,072,000 

6,983,000 

Cable  Car  Machinery 

1,175,000 

420,000 

1,595,000 

Facilities/Structures/Track 

1,786,000 

446,000 

2,232,000 

Public  Relations/Information 

461,000 

461,000 

Planning 

238,000 

238,000 

Accounting  and  Payroll 

1,030,000 

1,030,000 

Personnel 

223,000 

223,000 

General  Unallocated 

1,389,000 

8,000 

1,397,000 

80,231,000 

3,721,500 

83,952,500 

Proposed  Reorganization 

The  Municipal  Railway  will  serve  as  the  centerpiece  around  which  the 
new  Transportation  Commission  will  be  organized.  Its  responsibilities  and 
scope  of  service  will  remain  unchanged  under  the  reorganization  although 
it  is  hoped  that  a new  Transportation  Commission  can  begin  to  effect  major  improve 
ments  in  the  Muni  since  it  will  be  devoting  its  full  attention  to  transportation 
issues  and  problems. 
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TRANSPORTATION  COMMISSION 


TRANSIT  IMPROVEMENT  PROGRAM  Capital  Improvements  Budget 

Current  & Projected  Expenditures 


Program  Area  - Municipal  Railway 

Transit  Improvement  Program 
Transit  Equipment  Program 
System  Improvement  Program 

TOTAL  - MUNICIPAL  RAILWAY 

Program  Area  - Hetch  Hetchy 

Transit  Power  Improvement  Program 

GRAND  TOTAL 


96.473.000 

66.558.000 

65.260.000 

228,291,000 


57,506,000 
$ 285,797,000 


A total  of  70  positions  are  authorized  for  the  Transit  Improvement 
Program,  of  which  55  are  presently  filled.  These  positions  and  the  work 
of  outside  contractors  would  be  continued  under  the  new  Transportation 
Commission.  The  budget  for  the  program  is  largely  provided  by  the  Urban 
Mass  Transportation  Administration  through  the  regional  Metropolitan 
Transportation  Commission  ($212  million) . The  remaining  $73  million  is 
provided  through  local  funds  obtained  from  the  sale  of  bonds  issued  by 
the  San  Francisco  Municipal  Railway  Improvement  Corporation. 

The  program  is  designed  to  improve  MUNI  service  in  three  areas: 

equipment,  operation,  and  maintenance.  Equipment  funds  have  been  used  to 

purchase  100  new  diesel  buses,  100  new  light  rail  vehicles  (LRVs) , 343  new 
transit-handicapped  accessible 

electric  trolley  buses,  and  25  new/  / buses.  Operational  improve- 
ments include  upgraded  train  control  systems , new  administration  and 
personnel  facilities,  improved  fare  collection  equipment,  and  rolling 
stock  improvements.  Maintenance  programs  include  rerailing,  repaving, 
tunnel  repair,  new  storage,  stations,  and  service  facilities  and  improved 
electrical  delivery  systems.  Under  the  reorganization  Municipal  Railway 
program  areas  remain  with  MUNI  in  the  Transportation  Commission;  the 
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power  improvement  program  remains  with  the  Hetch  Hetchy  Project  in  the 
Public  Utilities  Commission.  These  grants  are  so  designed  and  can  easily 
be  transferred  under  the  Mayor’s  reorganization  proposal. 
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TRANSPORTATION  COMMISSION 


TRAFFIC  ENGINEERING 


Approved 

1977-78 

Budget 


Present  Organization  and  Activities 


Administration 
Traffic  Planning 
Traffic  Design 
Traffic  Operations 
Traffic  Signing 
Traffic  Painting 


$ 77,000  (6) 


165,000  (9) 
84,000  (3) 


1,488,000  (9) 


478,500  (6) 
19,000  (1) 


TOTAL  BUDGET 


2,311,500  (34) 


Proposed  Reorganization 


Transfer  the  following  functions  of  the  Traffic  Planning 
Section  to  the  Transportation  Commission: 

1.  Parking  and  traffic  surveys 

2.  Review  of  street  vacations  and  closings 

3.  Development  of  one-way  street  programs 

4.  Intergovernmental  program  development  & liaison 

5.  Transit  preferential  streets  projects 

6.  Changes  related  to  freeway  operations 

7.  Bicycle  route  and  safety  studies 

8.  BARTD-related  traffic  and  parking  studies 

9.  Environmental  Impact  Report  reviews 

10.  Special  studies  (e.g..  Waterfront,  Muni , hospitals) 

Transfer  the  preferential  parking  program  (surveys)  and  processing 
of  legislation  for  traffic  and  parking  regulations  by  the  Traffic 
Operations  Section  to  the  Transportation  Commission. 

Transfer  some  engineering  capability  for  the  design  of  streets 
and  preparation  of  funding  applications  from  Traffic  Engineering 
and  other  section  of  the  Bureau  of  Engineering  (DPW)  to  the 
Transportation  Commission. 


Background  and  Analysis 


The  responsibilities  of  the  Traffic  Engineering  Division  in  the  Bureau 
of  Engineering  as  defined  by  the  Department  of  Public  Works  include  various 
planning,  engineering,  construction,  and  maintenance  work.  The  Mayor  agrees 
with  the  Director  of  the  Department  of  Public  Works  that  "if  (a)  Charter 
Amendment  is  to  provide  for  the  transfer  of  traffic  engineering  to  (a)  proposed 
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Department  of  Transportation, then  serioas  thought  must  be  given  to  just 
which  functions  are  deemed  desirable  to  be  transferred”  (from  "Comments 
by  the  Department  of  Public  Works  Regarding  the  Proposed  Charter  Amendment 
to  Create  a New  Department  c f Transportation  under  a New  Transit  Commission"  - 
February  16,  1978) . 

The  proposal  outlined  above  would  help  to  bring  together  the  operational  i 
planning  activities  of  the  Traffic  Engineering  Division  with  those  of  the 
Parking  Authority,  Municipal  Railway,  and  City  Planning  Department.  It  is 
anticipated  that  the  consolidation  will  permit  greater  efficiency  among 
employees  engaged  in  such  planning  throughout  the  City. 

ie~=£lr.lr-z  in  T?W 


DPW  would  continue  to  have  responsibility  for  street  maintenance.  There- 
fore, many  of  the  functions  and  personnel  currently  in  the  Traffic  Engineering 
division  would  remain  in  DFW.  The  transfer  would  involve  only  about  10%  of  I 
the  current  Traffic  Engineering  budget.  By  transferring  only  a small  portion 
of  the  functions  which  DEW  labels  "traffic  engineering"  to  the  Transportation 
Commission,  this  proposal  avoids  the  potential  conflicts  outlined  by  the 
Director  of  Public  Works:  (1)  conflict  in  construction;  (2)  conflict  in  ■ 

painting  operations;  (3)  conflict  in  traffic  signing;  (4)  conflict  in  street 
cleaning:  (5)  conflict  in  street  repairs;  and  (6)  conflict  in  general 
street  control  (see  "Comments"  cited  above) . 
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TRANSPORTATION  COMMISSION 


POLICE  PERMITS  FOR 
PRIVATE  TRANSIT  SERVICES 

General  Administration  for  all 

Police  Permits  in  1977-78:  233,866  (10) 

Receipts  for  Filing  Fees  (est)  27 ,000 

Net  Expenditures  206,866 

Present  Organization  and  Activities 

The  Police  Department  maintains  a permit  bureau  within  its  General 
Office  to  process  permits,  including  those  for  private  transit  services 
including  taxicabs,  jitneys,  limousines,  and  sightseeing  buses.  The  Bureau 
receives  applications  for  and  processes  approximately  3500  new  permits  and 
5000  renewals  each  year.  The  Bureau  estimates  that  the  motor  vehicle- for-hire 
industry  in  San  Francisco  which  it  regulates  includes  about  4000  drivers  and 
covers  more  than  1000  vehicles. 

Proposed  Reorganization 

A trained  civilian  staff  person  from  the  Police  Department  permit  bureau 
would  be  transferred  to  the  Transportation  Commission.  Authority  for  issuing 
permits  would  be  transferred  from  the  Police  Commission  to  the  Transportation 
Coirmission;  a manager  for  the  licensing  program  would  be  hired  in  place  of 
the  current  police  officer.  This  change  is  recorcmended  in  order  to  centralize 
authority  for  all  transit  services  in  a single  agency  and  to  allow  for  the 
kind  of  analyses  of  the  role  of  private  transit  service  within  the  transpor- 
tation system  which  have  heretofore  not  been  possible,  including  a more  clear 
understanding  of  the  "public  convenience  and  necessity" . Because  these  permit 
responsibilities  are  relatively  independent  of  other  Police  Department  activi- 
ties, the  transfer  should  have  no  impact  on  the  level  or  quality  of  other 
Police  services,  and,  indeed,  would  free  one  officer  to  concentrate  on  regular 
Police  enforcement  services. 


49 


TRANSPORTATION  COMMISSION 


CITY  PLANNING  DEPARTMENT 


Program  Area 

Center  City  Circulation  Imple- 
mentation Program  (Part) 


Grant  Applica- 
tion Sought 
1978-79 
Budget 


Number  of 
Positions 
Involved 


58,600 


3 


Implementation  of  Transit 

Preferential  Streets  Program  23,400 

82,000 


_1 

4 


Other  Programs:  Recreational 

Transportation,  Airport  ground 
access;  Information  Systems; 
Carpools,  Vanpools,  Staggered 
Hours ; Embarcadero/280  Alternatives 

Proposed  Reorganization 


(Currently  mostly  unfunded,  pending 
flexibility  in  current  staffing 
as  a result  of  grants  received 
above) 


The  City  Planning  Department  has  assumed  responsibility  for  coordination 
of  several  Interdepartmental  programs  in  the  transportation  planning  field 


and  works  closely  with  personnel  in  the  Traffic  Engineering  Division  of  the 
Department  of  Public  Works,  the  Municipal  Railway,  and  other  City  departments. 
The  reorganization  would  bring  together  in  one  staff  office,  all  of  the 


operationally-oriented  planning  functions  of  City  Planning,  the  Department  of 


Public  Works,  and  the  MUNI  to  streamline  the  decision-making  in  this  area. 
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TRANSPORTATION  COMMISSION 


PARKING  AUTHORITY 


Present  Expenditures 

Central  Administration 
Operating  Expenses 

TOTAL  EXPENDITURES 


Approved 

1977-78 

Budget 

68,731  (3) 
268,979 

337,710 


Recent  Revenue  Patterns 


Gross  Income 
Rent  Paid  to  City 

Estimated  Operating  Cost 

Rent  Paid  to  City 
Taxes  Paid  to  City 

TOTAL  REVENUES 


Actual 

1975-76 


9.372.000 

1.149.000 

8.223.000 

1.149.000 
387,000 


1,536,000 


Present  Organization  and  Activities 

The  Authority  maintains  22  parking  lots  and  9 multi-level  garages, 
an  investment  of  approximately  $50  million  that  returns  income  of  about 
$10  million  each  year.  Funds  collected  are  used  to  operate  and  maintain 
these  facilities;  the  Authority  employs  a minimal  staff  and  hires  outside 
contractors  and  other  City  departments  to  perform  most  of  the  work  it 
requires. 

The  profit  or  surplus  funds  (over  and  above  operating  cost  plus 
debt  service)  are  paid  into  an  Off-Street  Parking  Fund.  The  first  $1.5 
million  of  this  money  goes  to  the  General  Fund  to  be  allocated  for 
traffic-related  purposes,  such  as  the  Police  Department’s  meter  maids 
and  certain  of  the  Recreation  and  Park  Department’s  park  maintenance 
activities. 

PROPOSED  REORGANIZATION 


Under  this  proposal,  the  Parking  Authority  would  continue  to 
exercise  its  State-granted  powers  to  issue  bonds  and  develop  facilities 
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wherever  the  Transportation  Commission  would  need  to  call  on  the 
Authority  to  develop  parking;  the  Authority  would  remain  in  charge  of 
managing  the  construction  and  operations  of  its  bond-funded  facilities. 
The  operation  of  the  lots  and  garages  would  continue  to  be  contracted 
to  private  firms  and  all  contract  work  would  be  periodically  re-bid 
(e.g.  every  two  years).  The  Off-Street  Parking  Fund  would  continue 
to  be  available,  with  highest  priority  for  use  of  that  fund  being 
development  of  neighborhood  shopping  district  parking  facilities. 
Surplus  funds  generated  by  the  parking  operation  would  be  made  avails 
able  to  other  transit  services  such  as  the  Municipal  Railway. 
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IMPACT  OF  THE  PROPOSALS 
ON  THE  DEPARTMENT  OF  PUBLIC  WORKS 
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C.  IMPACT  OF  THE  PROPOSALS  ON 
THE  DEPARTMENT  OF  PUBLIC  WORKS 

The  reorganization  proposal  would  leave  the  Department  of  Public 
Works  with  responsibilities  in  four  main  areas:  (1)  architecture  and 

engineering;  (2)  street  and  highway  maintenance;  (3)  inspection  and 
permit  review;  and  (4)  building  maintenance.  These  responsibilities 
are  divided  among  seven  bureaus  --  engineering,  architecture,  street 
repair,  street  cleaning,  building  inspection,  central  permit  bureau, 
and  building  repair  --  and  a bureau  of  accounts  and  a general  office. 

The  Mayor’s  proposal  would  transfer  approximately  ten  employees 
from  the  current  Traffic  Engineering  Division  (Bureau  of  Engineering) 
to  the  Transportation  Commission.  In  addition,  the  Mayor  proposes 
that  approximately  six  employees  of  the  Public  Utilities  Commission’s 
Bureau  of  Light,  Heat,  and  Power  that  presently  maintain  the  city’s 
street  lights  be  transferred  to  the  Department  of  Public  Works  so 
that  the  maintenance  of  these  important  street  facilities  will  be 
centralized  in  the  one  department. 


